ES&H Self-Assessment Guide
Self-assessments are performed t o determine the status of our operations and functional programs relative to ES&H performance expectations. They contribute to the establishment and maintenance of safe and healthy work places and protection of the environment (References 1 and 2). Self-assessments gives Sandia National Laboratories (SNL) senior management the ability to see that requirements and expectations are being met and problems are being identified and solved. They are also used to satisfy Lockheed Martin corporate requirements for an annual selfassessment and t o assure to those overseeing laboratory operations and facilities that SNL is providing the necessary safety, health, and protection of the environment. Performing self-assessments is a part of the feedback and improvement portion of the SNL Integrated Safety Management System (ISMS) (Reference 3).
Self-assessments are on-going reviews that add value to the operations, projects, facilities, and organizations being assessed. Value is added by increasing awareness of and familiarity with the requirements and good management practices. This guide was developed from work performed on the DOWSNL ES&H Oversight Pilot Project. SNL's self-assessment processes are the foundation upon which SNL bases ES&H oversight, and include the following separate levels of self-assessment activities (Reference 4):
1. Line Organization %I€-Assessment -This is an evaluation of the organizations achievement in meeting ES&H standarddrequirements and performance objectives (POs). Organizational self-assessments occur at all levels and vary with respect to the degree of formality required per seventy of identified hazards in the facility or activity being assessed andor applicable regulatory requirements.
2. Functional Program Self-Assessment -This is an evaluation of the performance of the ES&H program and supplied services and fulfills program owner responsibilities. These self-assessments are performed by subject matter experts and their scope and frequency is dictated, in part, by specific regulations, corporate requirements or DOE orders which require them.
Internal Independent Assessment -This is an evaluation of either ES&H pro-
gram areas a n d o r effectiveness of ES&H in line organization areas as performed by ES&H Assessment Department. These evaluations are performed by assessors including subject matter experts who have no direct responsibility for the assessed activities. Internal, independent assessments are conducted as required by regulation or DOE directive, or at the request of a functional program owner or line manager. Internal, independent assessments are also conducted to provide an objective view of ES&H status to senior management and/or because indications that significant problems are occurring or systemic problems exist.
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Listed below are common assessment terms and terminology used for reference and assistance. Terms are divided into four basic areas as given below.
Appraisal Assessment/
A documented activity performed in accordance with procedures using specified criteria for the purpose of evaluation. A planned and documented activity using specified criteria to examine and evaluate the objective evidence to determine effectiveness of program, processes and procedures. Audit
An independent review to examine and evaluate activities following specified standards and procedures. Evaluation A comparison to specified criteria. Inspection A checking or testing against established requirements. Internal
An independent appraisal function established within an organization Audit to examine and evaluate its activities as a service to the organization.
Investigation A review focused on a specific concern.
Oversight The activity followed to provide assurance that performance of individuals and organizations meets defined expectations. Review A generic term that encompasses audit, assessment, or appraisal.
Survey
A collection of data for analysis of some aspect of a group or area. Verification / To establish the truth, accuracy or reality of an activity. 
Issue
A set of critical observations or data used for comparison or a control.
Method used to achieve objectives. A condition not meeting requirements. A factual statement of a condition which currently exists which must be corrected. Deficiency with potential Lab-wide effects and beyond the capabilities of the assessed organization to solve.
Noteworthy Practice

Observation
Strength
A practice that is an outstanding process that has elements which, when shared, will benefit other organizations in meeting their performance objectives. 
self -Assessment Process
The self-assessment process is described in five basic steps: (1) planning the assessment, (2) conducting the assessment, (3) analyzing and integrating the information gathered, (4) reporting and documenting the results, and (5) effectively using the results of self-assessments (follow-up and corrective actions). These six steps with the supporting activities are shown in Figure 1 . An additional aspect is the need for improving the self-assessment process. Each step plus the improvement process is numbered to link with the descriptions given in the assessment plan outlined in Section 4. Also included in Figure 1 is the relationship of the SNL integrated Safety Management System (ISMS) to self-assessment. The use of this guide will help satisfj. the fifth part of ISMS (feedback and improvement).
Essential Elements of Self-Assessment
The basic process statement for self-assessment implies three questions: (1) where are we now in terms of providing safe, healthy, and environmentally sound work places, operations, facilities and programs supporting these efforts, (2) where do we want to direct our efforts to improve, and (3) what do we have to do to get to where we want to be. The following essential elements are needed in a self-assessment in order to provide answers to these three questions: It is a good practice to document these essential elements into a plan. A plan may be a process description which is to be used each time an assessment is conducted. A plan may also be developed for a specific assessment. A plan can also combine parts of a multiple use process description and those used for a specific assessments
Planning
The following subsections describe these essential elements. Regardless of the type of plan used, these elements should be included in every self-assessment.
.
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Planning the Assessment
Planning the assessment consists of determining the areas and activities to be assessed, obtaining background information, developing a schedule to complete the assessment, developing an approach and defining a scope for the assessment, developing assessment criteria, determining the assessors and resources needed to conduct the assessment, and communicating with those involved in the assessment.
Assessments are usually a people-intensive activity and many discussions and interactions will be involved in an assessment. The logistics of coordinating these discussions and interactions are implied in the scheduling part of planning.
Schedule and Priorities
The schedule and priorities used should be described including the rationale for how the schedule and priorities were established. The schedule should be comprehensive so that all facilities, operations, or programs under the responsible management are assessed at some intervals (e.g., annually to every three to five years). Assessment schedules are based on many factors including: Note: See Appendix A for further inf'ormation on a self-assessment prioritization process.
Obtaining Background Idormation
Background information is needed for the assessment. This information is available f?om reviews of documents (e.g., training records, hazards assessments, permits, operating procedures). Another source of similar infomation is obtained from results of past appraisals, assessments, and audits.
Appendix D contains many additional sources of information for assessments. 
This "division of labor" (with different performance objectives) allows optimization of SNL corporate resources. This model also allows line and support organizations to develop appropriate self-assessment improvements for the ES&H roles and responsibilities they "own".
In order to accomplish the high-level corporate ES&H objectives, a set of lower-level generic performance objectives is helpful to communicate expectations (e.g., requirements) in terms of implementation and support process. These reflect the "whats" that implementers and supporters are expected to accomplish in achieving their objectives.
Assessments should have objectives, measures, or criteria to focus assessment efforts to find strengths and noteworthy practices. These criteria will assist the assessment team in determining strengths of programs and operations and for evaluating practices for exemplary status so they can be shared within SNL, Assessments should also encourage the identification of problems, concerns, and issues (as defined in Section 2).
Note: Appendix B contains the generic performance objectives for ES&H imglementation and Appendix C contains the generic performance objectives for ES&H S U D D O~.
Assessors and Resources Needed
A process should be developed and followed for selecting assessors. This process should include how assessors are selected and describe their qualifications and/or training. Participants should receive assessment training if needed (see Section 7.2)
Assessors can include the following:
Manager of assessed organization or ES&H Program Owner
Members of the assessed organization or those involved in developing, maintaining, or implementing the ES&H program Members f?om the same division / center, particularly those performing similar work Subject matter or other experts (e.g., industrial hygienist, conduct of operations) Others as available (e.g., contract support)
The available resources (e.g., personnel and funding support) needs to be evaluated. If'additiond resources are needed, consider the use of subject matter experts, contracted support, and other means of supplementing the assessment team (e.g., borrowing personnel). The ES&H Assessments Department is considered a corporate resource and is also available to assist functional program owners and line organizations implement self-assessment programs.
Communicating With Those Who Need to Know About the Assessment
Communications are needed from the assessment team or individuals to the assessed organization and others participating. Among the items communicated are: (1) the scope and approach, (2) the schedule and those to be contacted for interviews during the assessment, (3) the performance objectives and measures to be used (along with other assessment criteria), (4) documents and records to be made available, (5) the members of the assessment team, and (6) to whom and how the results will be communicated. 
Reporting Assessment Results
The planning phase needs to identifjr who will receive the results of the selfassessments. The knowledge gained needs to benefit the "self' in self-assessment (the assessed organization and their immediate management) as well as SNL senior management. Planning should also identi@ the general format and structure of the report. By identifying who will receive the assessment results and the format for the reports can innuence how the assessment is planned and conducted.
Improvements Based on Self-Assessments
The results reported from self-assessments should describe the status of the assessed organization's efforts in making improvements. Signiscant emphasis is placed at all management levels in terxns of flnding and e g problems. These efforts need to be included in the results of the assessment and credit taken for them in reports. Planning efforts need to address how to incorporate results and how they will be most effectively used.
Two additional types of improvement efforts also need to be described. One effort is on those items in which improvements have been initiated but results have not been completed. The other effort is on those larger systemic issues which require the participation of the assessed organization and /or its immediate management. Some description of the efforts made t o resolve these larger systems issues is needed.
The assessed organization needs to track those initiatives underway and the resolution process for systemic problems.
Conducting the Assessment
This section describes how assessments are conducted and how the assessment process is used. The intent of conducting any assessment is t o find strengths and weaknesses. Value in assessments occurs when problems, concerns, and issues are found leading to initiation of the resolution process. Another value is realized to SM, when strengths, noteworthy practices, and issues are shared with other organizations or functional programs.
Methods and Techniques to Gather Information
The development of ES&H information for organizational self-assessments or ES&H functional program evaluations needs to satisfy both the organization itself and senior management needs. Assessment information is gathered using the following:
Review of documentation (e.g., training records, hazards assessments, permits, operating procedures) The patterns of positive and negative attributes provide interpretive context for numerical performance indicator data. The persistence of a pattern provides valuable feedback on the effectiveness of ES&H management initiatives implemented to address performance improvement.
The Integrated Safety Management Systems (ISMS) addresses a similar system of attributes structured around the ISMS five core h c t i o n s and seven guidling principles. The advantage of ISMS is its sequential logic (Reference 3).
The Formality of Operations checklist outlines 18 factors that can be used to evaluate assessment information (Reference 6).
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The use of Malcolm Baldrige criteria for self-assessment also offers additional means of analyzing information (Reference 7).
Organizing Assessment Results
Assessments should have objectives, measures, or criteria to focus assessment efforts to find strengths and noteworthy practices. These criteria will assist the assessment team in determining strengths of programs and operations and for evaluating practices for exemplary status so they can be shared within SNL.
Assessments should also encourage the identification of problems, concerns, and issues (as defined in Section 2).
Reporting and Documentation
The plan should identify who should receive assessment reports and the general format or structure of the report.
Contained in Section 6 are Standardized Reporting Requirements for both SNL Divisions and ES&H F'unctional Programs.
Using the Results -Implementing Improvements
A process description should outline how improvement efforts will be implemented and how the organization I' facility is meeting the corporate commitment for selfgovernance. The important aspect is to use the results of self-assessments -make the changes and improvements needed in operations, facilities, and projects.
Documentation of deficiencies and actions necessary to correct those deficiencies is maintained by the self-assessing organization. Only issues that require senior-level management action to correct, those that may be of significance to other organizations, or that relate to compliance with requirements are required to be corporately reported and tracked.
B a t i o n of Assessment Processes (continuous improvement of the self-assessment process)
A process description should have a periodic evaluation of the processes used for selfassessment encouraging continuous improvement and could include the following:
Ensure informatiodanalyses result in "finding and fixing." (An indicator of effectiveness could be the percentage of findings identified during external reviews that are not identified during self-assessments).
Process (and effectiveness of process) for identifying systemic and/or one-time problems (indicators of whether process is working or not could be number of repeat findings andor ratio of number of open to number of closed).
Evaluation of the process in terms of cost effectiveness.
Calibration of the process versus those used by independent groups (internal or external to SNL). 
standardized ReDortinP Reau irements
Assessment Support
Tools and Resources
Tools and resources available to assist organizations and program coordinators with Self-Assessment are located in appendices. The following list of references are offered as guidance to assist in your Self-Assessment activities. These guides will be available electronically on the WEB (instructions to be provided at a later date), you may also contact the appropriate Subject Matter Experts (SME's) for questions, assistance, and support that you may require in any one subject area. W A a ES&H using good business practices:
ES&H
ES&H management policy (including goals, expectations, and clearly defined roles, responsibilities, and accountability) is established, understood, and followed. Workplace conditions, work operations, and management processes are examined, evaluated, and reported, and weaknesses are fixed or improved. Documentation is generated, tracked, maintained and reporting is performed, consistent with ES&H policy and applicable requirements. Documentation, data, and tasks are reviewed and verified when the potential for adverse ES&H or programmatic consequences or risk is high. ES&H information, including lessons learned from reviews, assessments, and occurrences, is communicated and incorporated into processes and procedures as applicable.
Resources are managed to ensure line mission success while meeting ES&H performance objectives.
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Appendix C. 
MONITOR program performance:
Program implementation is observed (spot checked), discussed with responsible managers and others, and used as the basis for determining program support needs.
Program support functions are assessed, and deficiencies are prioritized and fixed on the basis of significance, severity, and available resources.
Opportunities for continuous improvements (e.g. , feedback, lessons learned, noteworthy practices) are solicited and those with potential to add value are implemented.
The Formality of Operations policy in the context of the Integrated Safety Management System (ISMS) provides a structure of performance expectations related to five core functions: work planmng work performance hazardanalysis self-assessment hazard controls A mapping of the generic implementation and support POs listed above to the ISMS structure should enhance the overall understanding and effectiveness of ISMS on the part of line and ES&H support organizations.
Performance measures are the data one collects to indicate whether a performance objective is being met. These reflect the "howsn by which implementers and supporters achieve their objectives. There are 13 standing ES&H committees at this time, some representing ES&H Eunctional areas (e.g., radiation protection) but most represent sub-programs (e.g., explosives safety) or ES&H cross-cutting functions (e .g., pollution prevention). 
